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ABSTRACT 

Planning the activities for an instructional 
development unit and evaluating how well it has performed requires a 
set of standards against which the unit can be compered This paper 
proposes a set of standards developed from a variety of references 
and per: ->nal experiences with instructional development units from 
across the country. Thirty -eight characteristics of a model 
instructional development unit are presented in five categories: 
plans and goals, organization and administration, decision making, 
activities, and evaluation. Eighteen references ere listed. 
(Author/THC) 
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CHARACTERISTICS OF ID UNITS THAT WILL MAKE IT HAPPEN 

Coordinator of Instructional Services 

Extended Learning Institute 
Northern Virginia Community College 

While traditional instructiona. levelopment unit activities often 
result in innovation by some faculty, such innovations are really not 
state of the art anymore. If instructional development units are to play 
a role in supporting the development and use of computers, home study 
courses, telecourses, teleconferencing, or any of the major technological 
opportunities now available, the old ways of operating may not work. 
This is especially true in times of extremely limited resources. 

Perhaps as never before, instructional development units must pay 
very careful attention to how they are organized and how they operate. 
Institutions will not be able to "carry" an instructional development unit 
just because it seems like the right thing to do. The instructional 
development unit will have tc produce results and be accountable for the 
resources it uses. These are certainly not new concerns. However, the 
competition for limited dollars now make the threat to the survival of 
instructional development units more real than ever. 

While every institution may not be ready to leap into the use of high 
technology for instruction, many will probably not be satisfied if the 
instructional development unit just keeps pushing the same old instructional 
improvement strategies with the same old results. Overall, the track 
record for many instruccional development units is not spectacu^t In terms 
of long lasting institutional or instructional change. 
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The literature on instructional development units is not overly 
helpful in planning and evaluating a unit's activities in hard economic 
times. There are references at the general level that suggest areas of 
emphasis tor the instructional development unit (Abedor & Sachs, 19 78, 
1983; Bunch, 1982; Spitzer, 1980). There are references which focus on the 
process of change itself (Lindquist, 19 78; ami Zaltman, 1977). There are 
more specific works dealing with broad instructional development strategies 
(Perquist and Phillips, 1975; Gentry, 1980) and with heuristics on how to 
do instructional development (Brown, 1980; Haney, Lange & Barson, 1968; 
and Hammons & Wallace, 1976). There have also been a num*" *r of studies 
reporting characteristics of existing instructional development units 
(Alexander and Yelon, 1972; Bratton, 1978; Durzo, 1978; Lawrason, 1978; 
Lawiason and Hedberg, 1978-79; and Liebler, 19 78-79). 

The topic of instructional development unit administration has not 
been the most popular one in recent years, as the datedness of the previous 
citations suggests. Recent works tend to be variations on these earlier 
themes. The primary emphasis is almost always on how to do instructional 
development, not how to administer it. In fact, there is rezlly only one 
book that really deals with administering an instructional program, an*, 
that dates back to 1975 (Diamond, et.al ^ . While still a good reference, 
it tends to promote only one way of operating. Something more at the 
heuristic level is still needed. 

Planning the activities for an instructional development unit and 
evaluating how well it has performed requires a set of standards against 
which the unit can be compared. One set of standards can be drawn from 

> 

the characteristics of a model instructional development unit. This paper 
presents such a set of standards. 
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The characteristics of the model instructional development unit were 
developed from the various references cited above and from my own experiei ce 
with instructional development units around the country. There are 38 
characteristics of the model unit organized into five categories: 

Plans and Goals 
Organization and Administration 
Decision Making 
Activities 
Evaluation 

It is not necessary for an instructional development unit to perfectly 
match all the characteristics of the model unit to be successful. Strengths 
in some characteristics can compensate for weaknesses in others. Furthermore, 
it is necessary to take into account the nature of the specific institution 
and its faculty in order to balance the characteristics of the model unit 
with those of the actual instructional development unit being considered. 

The 38 characteristics of the modej. instructional development unit are 
presented on the following page. 
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CHARACTERISTICS OF A MODEL ID UNIT 



I. Plans and Goals 

J. A plan with shont and long nangz goals, alternative, plan* and 



to measure, accomplishments 

An ID Unit has so many options that without a carefully considered 
plan it is likely to drift and scatter its resources. Knowing 
where it is going makes it possible to chose effectively and 
efficiently among options, making the entire program stronger than 
the sum of its parts (activities). The plan should take into 
account the faculty and institutional readiness for innovation, 
change strategies, and the instructional problems that naed 
attention. 

2. A comprehensive program that takes into account the faculty membzrs 1 
and institution' s readiness faon. innovation, sta^ size, and 
availability oft consultants 

The overall level of readiness affects the kinds of changes that 
can be introduced. Where readiness is low, faculty and organiza- 
tional development activities can be used to increase it. 
Instructional development, where the developer takes a major role, 
is usually too time consuming to reach many faculty, so it is 
impractical for a small ID program trying to establish itself. 
However, success on small ID projects where the developer really 
is only an occasional consultant, can increase the readiness for 
larger ID projects undertaken by the faculty themselves. Successful 
organizational development usually requires outside consultants to 
legitimize changes and help resolve internal contlicts. Each program 
must find its own balance of instructional, faculty and organizational 
development activities. 

5. A ^ocjus on imploding instruction rather than encouraging the adoption 
o{> any one solution, e.g. media, behavioral objectives, mastery 



There are many ways to solve instructional problems depending on the 
faculty, stv^nts and institution involved. Certain solutions are 
not appropriate in all settings or acceptable to all faculty, so 
being a proponent of one solution greatly restricts both the ID Unit's 
credability and its ability to offer maximum service to the insti- 
tution. 



II. Organization and Administration 

J. Formal ratheA than ad hoc status \tiithout direct teaching ok faculty 
evaluation responsibility 



The ID should not be just a short term single-project based program. 
It should not offer courses on a regular basis, supervise or evaluate 
faculty who are teaching courses. Its purpose should be service 
rather than management. 
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2. Admirustrative independence hor nomal activities asxd a simple 

Structure 

There should be a clear path between the ID Unit and those Who set 
institutional priorities. The ID Unit should not build its own 
empire of sub-units nor be deeply entangled in a bureaucarcy that 
requires approval of every part of every project. Where feasible, 
the head of the ID Unit should report to the highest academic officer. 

3. II? *ta&& oh hull-tone personnel 

Assistance of part-time experts or other faculty is valuable, but 
a full-time core staff is needed to establish credibility, 
continuity, and direction. Clerical and technical staff should also 
be full-time to insure their availability to meet the changing needs 
ai.d priorities of instructional improvement projects, 

4. Stahh with excellent IV skills and knowledge., amrzness oh many 
instructional model* and approaches, strong interpersonal skills, 
openness, optimism, tolzrance. h ori uncertainty, and energy 

Faculty members must feel comfortable seeking help from the ID 
Unit. Therefore, human relations skills may actually be more 
important to ID skills. Furthermore, since ID is a time consuming 
and frustrating process, the ID staff must have the right personality 
to be a change agent and teacher at the same time. 

5. Vis creXio nary hiwincial resources to support innovative, projects, 
travel to visit innovative projects, consultants, visits by 
innovative faculty hrom other institutions, workshops, summer 
salaries, release, time, and small development grants. 

Not all of these activities need to be funded, but without some 
funds for this type of use, many faculty would not attempt innovation. 
The amount of money does not need to be prohibitive to demonstrate 
iastitutional support or to encourage faculty innovation. These 
funds do rot replace initiative, dedication, or extra work by faculty; 
however, they are effective tools to increase the amount of faculty- 
initiated change. 

6. Basic suppont based on hard money 

The ID Unit's level of activity may be expanded or restricted by the 
availability of outside funds; however, the core staff should not have 
to depend on writing grant proposals to hold their jobs. This activity 
and fulfillment of grant obligations robs the institution of the help 
an ID Unit can bring to the entire faculty. Such activity also reduces 
the credibility of the unit, and creates an image that they are 
primarily entrepreneurial with little support from the administration. 
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Mlo cation o£ time and KeAouAceA consistent with institutional needs 
and pKiohJJxes 

While the ID Unit should be open to all raculty-initiated projects, 
it must be sensitive tj the needs of the institution to insure that 
too much of its time and resources do not go for frills and trivial 
projects while more Lmportant projects are left waiting. 

Stsiony two -my communication, clearly defined roles, and re{eAxal 
o{ faculty between the IV Unit and media cewter 

While everyone does not need to be involved in every step of every 
project, there needs to be close coordination and cooperation 
betveen these two units. The faculty member should not simply feel 
handed-off to strangers as the focus of the project changes from 
design to production. Similarly, the production staff should not 
attempt to solve all problems with media even if that is the faculty 
member's initial request. The staff of the two units need to work 
together to give the faculty member the best possible advice and 
service. 

Easy access to media and -apace ion. consulting with faculty aimy 
&rom intQAA'iptions 

The faculty member needs to feel comfortable working with the 
developer and needs to see a smooth functioning, professional 
organization that is there to give its full attention to that 
individual. If it is hard or cumbersome for the developer to 
demonstrate media use, the faculty member is no'c likely to want to 
try it in the classroom. Meeting in the faculty member's office 
is sometimes a good idea, but there are often too many distractions 
and interruptions. 

Formal and internal tics to academic corrmitteeA and gov fiance 
committee* to give, fia-ultu a Reeling oh omeAShip and connection 
to the. IV Unit, and to make svJie information on instructional needs 
ana alternatives flows easily to and from the IV Unit 

Casually relying on intermediaries or memos to carry information 
can lead to unintentional distortions or ommissions, or can result 
in decisions being made without the most accurate information and 
advice. The ID Unit must be sensitive to these groups which can 
act as opinion leaders and gatekeepers for instructional innovations. 
It is important that they work in cooperation with the ID Unit rather 
than against it. While the staff of the ID Unit should not spend all 
its time in meetings, specific procedures should be established to 
keep communication channels open and distortion free so the ID Unit 
can be represented at those meetings where its expertise would be 
most useful. 
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III. Decision Making 

/ . ynojucAA initiated by faculty K&thvi than by dOtzct int.znvzn£ion by 
thz IV Unit ok admiYiiAtsiation 

The ID Unit does not need tc sit idle, however. It can offer various 
activities to increase the faculty readiness so they will be more 
likely to seek the ID Unit's assistance. 

I. RzqixIolk input and Support faom administration and faculty lojxxizKb 
to makz 6uaz thz IV Unit it in-tunz witJr> tkz iv&titution 

Keeping the lines of communication open and working can prevent the 
ID Unit from being too big a threat or from making serious political 
mistakes. It can also alert the unit to probleti areas that need 
attention. Leaders who feel their input makes a difference will be 
more supportive. 

3. Tlzwhlz approach that sinbitivi to faculty and institutional 
nzzds 

The level of change that the faculty and institution will accept 
is governed by their readiness for innovation and perceived level 
of need. A dogmatic approach that does not account for this will 
run into resistance. There is no one right way to improve instruction 
or one best ID approach, so the ID Unit should be flexible. 

4. faculty pa/iticipation in pKojzcA dzci&ion making 

Long-term adoption and use of instructional changes is more likely 

if the faculty feel they had at least an equal role in its development. 

5. Vnojzctb baszd on a t><Lhioj> o£ aqKzmznts 

Many decisions are required in the ID process. The developer and 
faculty member need to make sure their assumptions are in the open and 
that they agree on and are satisfied with each decision. This needs 
to be done ragularly throughout the project. Failure to do this can 
lead to later conflict, and abandonment or the need to make major 
revisions in the project. Making assumptions about what a faculty 
member wants or thinks is an unnecessary impediment to project success. 

6. RecioKds o£ mz&tingA, decisions and aqtizzmzntb 

ID projects take time and can become quite complex. Brief written 
summaries of meetings can insure tha # ' small things do not get lost 
or develop into major conflicts later on. Furthermore, when one 
developer leaves, the written record makes it easier for a new 
developer to take over a project. Written records are also useful 
sources of data for evaluation and planning on how to improve the 
ID program's effectiveness and efficiency. 
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IV. Activitie s 

J. Activiti.u appioptUatz fan all lzv<dU oh izadineA* to KQjxch thz 
widtet poteiblz audience 

Seminars and workshops are good for those with less readiness, 
while ID assistance for larger projects may be more appropriate 
for those with more readiness, 

2. kctivitiu cut vclaIollA JLzveJU to include, individual* , dzpanJbnZYVU , 
and inAtitution-void& audizncu 

Some settings are more threatening than others; some settings are 
more appropriate for sharing information among participants; and 
some settings are more manageable for the ID Unit. Providing variety 
will attract the largest overall audiences. 

3. EmphaAiA on elective and fanctionaJ. AotutionA to instructional 
problem* nathzA than on &lcu>y ok gtoAAy maXwJjodlA and program* 

Simple solutions are frequently more accepted by faculty, and can 
be designed and implemented in less time and at less cost. While 
quality is very important, if the initial effort is too flashy it 
will be impossible to constantly match that level without extra 
funds and ID help. When these extra resources are gone, the project 
may be abandoned. Going for elaborate solutions also limits the 
number of faculty that can be served. 

4. Initiative by the IP Unit to maAMtjxXjii project momentum 

The ID Unit should take on the small, dirty, tedius or unpleasant 
tasks — if necessary — to avoid procrastination or hesitation on the 
part of faculty. The ID Unit should also attempt to share its 
energy and enthusiasm with faculty. 

5. frequent personal contact between developer and faculty miking 
on projects 

The willingness to try a new approach and the success of that effort 
is often dependent on the amount of personal interaction and support 
from the developer. 

6. Smalt as well as la/ige projects 

Some faculty may only be ready to try a small project. Ii they are 
successful they may become ready for a larger project. The problem 
may only require a small project to solve it. The ID Unit should 
avoid making every project into a large one, and should offer its 
help to as many projects as possible. 
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7. Promotion and xzcognition o$ thz IV Unit and oi thobe. faculty who 
attempt pKQjtctb 

Not all rewards need to be financial cr vuder the control of others 
outside the ID Unit. Recognition is sometimes a very powerful reward. 
Seeing what others have done successfully is also a good way to 
encourage the more reluctant faculty to seek help improving their 
instruction and is a non-threatering way to publicize the services that 
are available. The ID Unit should never assume that administrators 
or faculty are aware of or understand all the things the ID Unit can do 
or what it takes to do them. They should be creative in finding 
different ways to regularly provide this kind of information. 

%. Balanczd approach to behavionxit objective* 

If too much emphasis is placed on the exact form and wording of 
behavioral objectives for a course, it may take all of the time and 
energy the faculty member has for course improvement. Some of that 
time could be better spent on other course improvement activities. 

9. Pnoblejnb diAtXnguiAke.d fincm tymptom* 

While some faculty may be determined to work on symptoms rather than 
problems (e.g. revise a test that students have trouble passing rather 
than revising the poorly prepared instruction that causes the poor 
performance), the ID Unit must be able to tell the difference. They 
may choose to work on the symptom to increase the faculty member's 
readiness for further changes, or because working on the symptom is 
beneficial in its own right, or to build up the ID Unit's credibility. 
However, if correcting the rymptom does not solve the problem, the 
ID Unit may lose credability. Therefore, the ID Unit should know 
whether it is working on a problem or symptom so it can decide whether 
to try to change the faculty nember's perception of what is needed or 
to spend its resources on taking care of the symptom. 

7 0. Recognize that othesu* have, innovative, idoxu that mnk 

The ID Unit should facilitate and promote change rather than regulate 
it or act as its gatekeeper. The unit must avoid the "not invented 
here" syndrome. It should make use of every good idea it hears about 
or that faculty come up with on their own. 

//. Pn.oceAuA.te ion. admini^tnativ^ and coltzague. MipponX built into zveAy 
lange. pn.oje.ct 

Specific steps should be taken to involve administrators and 
colleagues in the planning, development and implementation stages of 
large projects so they will be supportive ot the innovative faculty 
member over the long run. They do not need to have decision-making 
roles or specific tasks to perform, but they should be kept infotined 
and be able to offer input. 
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12. Foltow-up o£ po<6t p/iojtcte to pKzvzrvt tmall pnoblw* h>iom leading tz 
thz piojzct'* collap&z and to twin ^Kom thoj><L ptiojzctA ioK thz 

Many things can go wrong for an innovative instructional project after 
the initial implementation and try-out. Initial faculty excitement 
and enthusiasm can overcome many shortcomings in the project. With 
time this interest and energy can wane. Therefore, the developer's 
continuing interest can help .enew the faculty member and keep small 
problems from causing the use of the project's outcomes to be 
abandoned, 

73. Continuing p/iofiu&ionrd dzveJtopmvnt o{ thz TV Unit k txH 

The staff needs to continue to upgrade its ID skills as well as 
keep informed about new instructional Tnode^s and approaches chat 
faculty can use. 

V* Evaluatio n 

7. Vata gatlizninq and joAinattve zvaii^ation designed into zvexy p/iojtct 

Decision throughout a project should be made based on data. 
Identifying the questions and data collection strategies in advance 
makes it less likely that this function will be sacrificed to time 
pressures as the project progresses. Frequent formative evaluation 
of the various components of an innovative instructional approach 
is more efficient than leaving all evaluation to the end of a large 
project when meaningful revision is probably impossible. 

2. Vztjxiled Aummativz ^valuation tuing a vaAizty o£ tzckwiquQA faon 
zvmy ptiojzct 

Most measurement techniques are too imprecise to give a complete 
picture of the outcomes of a project. It is not enough to just use 
test scores as a measure of an ID project's success or failure. 
Student interviews, opinion surveys, detailed case studies of students, 
etc. should all be used whenever possible. 

3. Student opinion* and AuggeAtion* colZnttzd cu> pojit orf ivVitj evaluation 

Students can provide the only direct information on the strengths and 
weaknesses of a course design and course materials. 

4. Willingnto* to abandon ^culuKeA and continue* tuppoit dujiing pKojzct 
revision* 

There are many reasons why a project can fail — faculty resistance, 
institutional resistance, changes in curriculum, changes in resources, 
etc. Careful data collection will allow the ID Unit to determine 
f* e reasons for the failure and determine whether it is feasible to 
attempt a revision. Not all projects should be continued since the 
cost of revision is too high for the potential for success. 
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The ID Unit should be realistic and avoid approaching every project 
with missionary zeal to "save" the students or faculty member. 
Conversely, the ID Unit should not assume that first drafts will always 
be successful. Revisions should be expected. These revisions st.oul! 
receive the ID Unit's support just as the initial design phases did. 

5. Ettabltihzd caaXz^ajol ^ok IV UvUA auccu* 

The ID Unit and administration should agree in advance on the criteria 
for judging whether or net the lb Unit is successfully meeting its 
goals and fulfilling an important institutional functio 1 . These 
criteria should then be considered in the planning of the ID Unit's 
activities. 

6. VoajufnQjfUaZion otf it* wonk and impact 

Thorough documentation is necessary for planning and for reporting 
to the administration. This documentation should summarize the 
accomplishments, effort, and range of activities of the ID Unit. 
A simple count of how many faculty have been served is probably not 
sufficient. To gather enough data it is probably necessary to 
periodically follow-up former participants (or a sample of partic- 
ipants) to identify long-term effects or suggestions for improvements 
in the ID Unit's activities. 
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